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PHILOSOPHY OF CAREER SERVICE

It is my intent in this paper to underline some of the pointe which seem
important to me as we now work toward the goal of developing the best possible
Staff and, concoemitantly, of achieving the most efficient organization to carry
out our missions. Before I make these points, however, I should like to clarify
my view of the relationship between Career Service and Personnel Administration.

It seems to me that Career Sexvice is a means of bringing about a good system
of administering personnel, that it is an adjunct of personnel administration and not
a system apart. Effective personnel administration is a chief goal in any organization
and the philosophy of good management holds that through such a systein we can
best stimulate esprit and high morale among employees. This I firmly believe, and
in this context, Career Sexrvice becomes a way of grouping and organizing our people
so that those goals and benefits which are of mutual interest can better be realized.
Present day size and complexity of organizations have created management problems
almost undreamed not very many years ago. Career Service seems to me to be a
way of assuring the individual thet despite the hundreds of other employees about
him, his case will be considered and his ambitions taken into account. His share
of the bargain thus becomes the execution of his job to the best of his ability.

By implication, then, Career Service is not a special benefits program nor is
it the society for the favored few. This is not to say that there will not be individuals
who are selected above others for greater responsibility and foxr greater - benefits.
There most certainly will be but these responsibilities and benefits must come out
of the system, and not be used as symbols for entrance into the society. The men
and women with reputations among their superiors and contemporaries for doing
consistently cutsianding jobs are eligible for - and belong to - that elite corpe in any
organization. They are also usually known and it is quite unnecessary to publish
their names on the organization bulietin board.

In these terms, then, I should like to state four approaches [ think we must
emphasize in further improving our personnel adrninistration and our Career Sexrvice.

1. We Must Place a Heavy Emphasis on Line Management.

Any large oxganization needs to be supported with staffs, task forces, and
other mechanisms set up for purposes of plamning, coordinating, or monitoring,
but what must constantly be kept in mind is that the true enexgy and power of an
organization comes through command channels. These channels must be kept
strong and well defined and to this end | suggest that each manager consider
these four requirements on him to assure more effective line oxganization:
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fluidity of organization we must maintain, even to individual jobs,

in order to respond to constantly varying requirements. The second
is the wide variaticn of requirements in this agency betwecen jobs
where abselute conlormity is required and those where meximum
creatlvity is desived. Both of these needs put a special require-
ment on all supervisers and mevegers to frequently evaluate sub-
ordingie pesitions and 1o be able to define clearxly at all times not
cnly the ubvicus basic requirements for the immediate jobs under
them but also the subtler requirements of atdtudes and wmder -
standings.

In addition to these aspects of position requirements there is
anothéy balance each manager must endeaver to maintain - the
balance betwaen the requirements ¢f a given position end the capa-
bilities of the people available for it. This kind of ranagerial
Jjudgment and decision is vaiquely important in cur agency because
of the frequency of personnel changes in some of cur jobs. Study
of the successes and failures of individusls whom each of us has assigned
to jobs is probsbly the best way to develop our owm guide lines for
assignments we will make in the future. It requixes a clear under-
standing not only of the job requiremeunts, bui of the specific strengibis
and wesknesses of each individual tavolved. Organization cherts are
relatively meaningless without careful consideration of the pecple,
as individuals, who sit in the various boxes on the chart. Oxgeni-
zatlon lines slso become derker, dimmer, dotied or even disappear
altogether depending on the individuals who occupy the various key
positions ta the structure, ; N

B. Clear commusications of the main chjective (s) in each job.
Here 1 am emphasizing particularly the substsuce of a given iob as
opposed to skills or procedures or mannexrs of approach. Iam
talking about that kind of delegation which requires a supervisor
to sit down with & subordinate and come to an agreement about the
méjor job schievemenis expected from him over & given length of
time. Sometimes these goals can be very specific, sometimes they
cemmot. In the laiter instance, it is even more impuriant that mutusl
understanding exist between boss and subordinste. But the most
imporxtant requirement in this situsticn is that the subordinate is
held responsible snd sccountable for such delegations to the maximum
degree possible. Oaly fn this way can we be assured that we have the
right pecple in the right jobs and that we are developing a real cadre
of capable cfficers.
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C. Increased thne devoted to training and developing all individuals.
Cue of the greatest contributions a supervisor can make tc an
organization is his competent development of perscunel for larger
future responsibilities. This ceaching process requires time in
schedules that are already full, but I believe the results are worth
whatever effores this takes. It fucludes, I think, frequent contacts,
adequate guidance, constructive criticism, candor, and above all,
praise wikm it is deserved. It invelves 2 sense of timing as to
when & particulax experience is necessexy for the growth of an
individuel amd the scmetimes more difficuls task of trylog to see that
he gets ft. Though I believe that true developmeat is self-develop-
menk, I believe that it is the responsibility of itne management to
create the envire iment and climate for this.

If the coaching of an individua)l is sdequately carrled cut,
appraisal of him bas beea automatically communicated to him in
ihe most effective way possible. However, the neads for judging
between individuals from time to time, and the competition for
promctions or other "rewards, "' make the appraisel tools important
too. Increasingly cur fitness reporis are scrutinized and relied on
for a considerable shave of the review of an individual's performance
zad the estimate of his potentisl. It would seem apprepriate to give
itcreased attenticn to improving the quality of these written evaluaticns.

D. More careful pelection and training of supervisors and managers.
It follows naturaily from the above that selection of those in super-
visory and mepagerial positions will have to be made carefully if we
are to have individusls who can caxry cut these requirements. Since
no effective tests have sc far been devised to predict the cepable
supervisor or marager, I see no better way o critically evaluate end
select & man or womaen for these positions than by observing clogely
the work of au iIndividual and the persemal relations luvolved, by
candidly talking with the individual about such observations, by
offering whet assistence is needed, and by taking time for sufficient
follow-up on these preliminary sieps te be sure the conclusion was
eccurste. This organization still suffers from having pecple in
supervisoxy or mansgerisl positions who are not desircus of belog
there smd who are nct qualified for the responsibility. Particular
care in the selecticn and training of individusls for these positions
should minimize the problem in the future. Any superviscr who does
not bave as ume of his principal ehjectives ihe training sad preparation
of hmiors to assume the key positions of his organization, including
his own, is not doing his job.
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II. There is more good to be gained from striving for intangible benefits
through good peracnnel administracion than trom emphasizing the procurement

of tangible benefits.

The Caxeer Sexvice bas by vo memns been a failure, and several
important accomplishments of these past years must be at least pertisily
attributed to this system. It bas been gratifying to me to vote the vote
of confidence given by all the DD/S Office Heads and by other components 83
well to the achievements of cur persomel program. Competitive promotion,
selection out, retirement when eligible with full gnnufty, the JOT Program -
these are meane we have used and are using to bring about the best use of
cur people. The new Perscunel Development Board will be ancther
important step in the development of our system, I think - a step we needed for the
cesential implementation of career plans for those individuals with capebilities
to assure respensibilities cutting across orgenizaticual lnes. Perhaps the
greatest single benefit has been the evolution of a clearer understandiag of
the role of the Personnel Director or of the Perseauel Officers generally in
relation to the line managers and the hesds of Career Service. Persomnel Officers
have the respomsibility z¢ lead in the establishment of policy, systems, etc.
In the final anslysis, however, their function is one of sexvice and assistance.
The line manager or head of Career Service is the true manager of his
persounel in this Agency as he 18 in fact in sny organization, and I believe
our Career Service program bas dome much to bring live management to
face up to its vespousibilities. It can and should de more.

Some of our learaing shout perscrne! admivisrration in the past five
years has come as & result of our mistakes, I the fntroduction to the
Career Service the overemphasie on tangible benefits seems to me tc have
been one of our real errors. It was an umintenticnally false luve om the part
of the Agency and an wnfortunately false goal for the memberxs of the Career
Service. Reslistic aud reascnable beneflts will evoive naturally, I believe,
85 & result of improved and seascned perscmnel practices and when conferred
in the proper comtext - i.e., recognized accomplishment in reference to
stipulated Agency needs - will be accepted by all.

Much has heen written fn the past tea years on the subject of motivation
and many idess have been advanced about the best ways to develop and utilize
this power. What it botls down 0, bowever, is individual satisfaction on the
job -- 2 man's feellng of belonging in his pazt of the oxganization and a belief
that his talents are being properly utilized. In addition to this, each employee
wants to know that as his membership in the organization continuss he will
be given a fair chance at whatever opportunities aud rewards are available.

In this context I Icok upon special training, challenging aseignments, sad
special recognition 28 rewards, slong with promotions aud in-grade raises.
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I firmly believe that some of the intangibles are of greater significance than
the monetary rewards-~though I by no meams minimize the impartance of
mounetary and other tangible benefits.

IIl. Nevertheless, some tangible benefits would be valuable and effort should
be made to obtain those which are feasible.

Though, as I have stated, the total consideration of the problem convinces
me that these are of less importance than those deriving from job satisfactions,
etill I feel we should attempt to obtain those benefits which are reasonable and
justifiable. This will require study and planning, and a great deal of spade
work may be necessary before such benefits can be realized. Through our _
controlled staffing program we are assuring curselves that there will be spaces
for advancement for the most capable; benefits in addition to this {e,g., possible
early retirement with full annuity) will have to be granted on the basis of documented

 evidence of accomplishment, not promised on the basis of inteat or willingness.
" In many of our present effoxis we are building and preparing our case for the
Congressional approval which will ultimately be needad.

IV. There i8 need for a realistic appreciation of rotstion.

Another error we made in introducing the Career Service program was
giving the impression that nearly everybody weuld or could be rotated as a part
of his career development. Though it is likely that by now the miscouceptiion has
been generally corrected, a clear enuncistion of 2 mere practical approach to
rotation may be necessary. Here I think we must take into account the various
widths of capability. Seme employees will benefit most from crossing iines
within twir owa Career Service, i.e. within Logistics, Personnel, etc. others
will have the abilities enabling them to be rotated within their majox compouent, -
i.e. within DD/S, DD/P, ox DD/I; and a few will be ear -marked for broader
development by ruiation between major components. The responsibility for
this determination will have to be made by the joint efforts of individual Career
Services, the new Persgunel Development Board, and Deputy Directors, and although
there will be times when 2 good man is teken from us - perhaps permsnently--
and times when those we receive seem less good than the ones we “'gave, " still
the need for this kind of planning is obvious and we must assuxe its accomplish-
ment.

It seems to me fair to say thst perhaps 907, of all employees withiv a given
career service will serve out their cereers in that service. Most finsnce officers
in the Comptrollexr's Office for instance, ave likely to find their professional
satisfaction and their chances 1o make the greatest contribution right in the Budget
and Finence Career Service-~-for as long as they may remain in the Agency.
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Pexhaps no more than 5 - 107 of these will wind up in other DD/S Caxeex
Sexvices and au even smaller percentage can leok forward to careers outside
the DD/S. A simflar analysts for any other DD/S Career Service, with the
possible exception of Training, will bring you to the quick conclusion that
prospects there for rotation to other Career Sexvices are no brighter. If
these estimates are reasonable, them rotation amoung Career Services for the
masses becomes ridiculous and extremely inefficient, both for the individuals
and for the Agency.

' If, then, the vast mejority of employees will find their developmental
rotations within their own career service, how can we best identify and plan
for the 2 - 3% whe have the interest and poteatial for very broad responsi-
bilities in the future? Ae I indicated above, this will have to be through the
joint efforte of the Persounel Developmeat Board, the Heads of Careexr Services
and probably the Deputy Directoxs, Perhape at the outset these lateral trans-
fers of capeble young men and women can be achieved by the use of a quota
system, small snd informally agreed upon to begia with, to be tried and

tested prior to being formalized at some future date. This would seem to me
to be a respoasibility of the new Board, and I suggest also that a study bz made
of the proper timing of such rotations in & persoun’s career to give guidance
to senior managers ithreughout the Agency.

Many of the views expressed here are editorializings on familiar points, but 1
am in hopes that they may prove helpful at this time of re-~study and clarification of
our Career Service. As the Director of Perscunel bas pointed out in his respeuse to
the Inspector General's Survey, some of the current major personnel problems in
the Agency are lodged within different compounents, and each problem needs to be
approached seperately and each requires actien tallored to the specific problem.

If we agree generally, however, oo our main ohjectives and on the philesophy with
which we will proceed toward those goals, the lsck of uniformity in ocur approaches
does not seem to me t6 pose an insurmountsble problem. As is true with all efforis
to make any system more efficient, there will be 2 combination of curreni practices,
of medifications and of new procedures. This pragmatic approach has much in its
favor.
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